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I. INIRODUCTION

A. PURPCSE OF THE SIUDY

The CUICKTRANS system is a contractor~-opsrated *transper-
taticn netwcrk designed to transport high priority United
S=at3s Navy freight. It is currently unknown whether or not
“he QUICKIRANS systeam incurs an exca2ssivzs amount of loss and
damage. The problem arises becausa ths contractcr, who
handles strictly government cargd on the sys<2m, does no+*
carry private insurance for loss or damage incurred in the
systes and the governmen:t acts as a self-insurer. If the
governmant were to begin processing claims agains+ the
contrac+cr fer lcss and damage, the con“ractor would have a
legitiaa+te reascn fcr increasing ra+ss. The QUICKTRANS
system dces not have the sams historical daza on 1loss and
damage as cther methcds of transportation bhecause a contrac:
carrier is utilized and claims are not filed in <the same
sanner, In order tc better analyze the problem some tack-
ground inforsation or QUICKTRANS is nacessary.

B. THE FUBCTION OF CUICKTRARNS

The okjactive of <the QUICKTRANS sys+2m is to provide a
contrclled, flexible, and responsiva m2thod of expediting
high dollar repairakles and other urgently-required cargo
tetveen pcirts of major Navy interest within the continental
United States (CONUS) (Ref. 1].

The CUICKTRANS transpor+ation system has been designed
to satiefy the specific raquirements of =he Navy for expadi-
«ious sovement of high pricrity material bezween Naval Ai-
Statcicns, U.S. Navy ships, Military Airlift Commarnd

o
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(MAC) aerial pcrts, aircraft engine overhaul and rcepairc
facilities, major Navy shipyards, majcr supply activi*ies,
nuclear propulsicn developmert and fabricatior facili<iss,
ard weapons systea fabrication and testing facilities
(Ret. 1]. These requirements are met by contracting with
comnercial ccapanies +to perform the airlift, terminal and
trucking services, Althcugh the airlif+t and <+¢=2rmipal
services are ccamercial cortractors o <*+he Navy, the
CUICKTIRANS systam is an iantegral element of the D -nse
Transpoertaticn Systeam (DTS) . The curreat airlif- co rTacet
is held ky Transamerica Airlines, the terminal s ~ice
contrac:t is held by CFE Air Cargo Inc., and +the <r g
gorticn is perfcrmed by several individual common ca. _ers
under contracts issusd by the Military Traffic Maragement
Command (ETHC).

C. BRESECENSIBILITIES

The Naval Supply Systeas Ccmmand (NAVSUP) has overall
responsibility for the QUICKTRANS system and es+ablishes
systes pclicies. The airlift contract is dissued by <he
Bilicary Airlift Command (MAC) but is administered under the
directicn of NAVSUP. NAVSUP has delegated responsibility
for QUICKIRANS nmanagement and cperations conrtrol to Naval
Baterial Transportation Office (NAVMTO), Ncrfolk, Virginia.
NAVRETIO is also responsible for maraging th2 trucking systems
associated with QUICKIRANS; however, <the trucking services
are nct contracted in the same panner as the airlif+ and
+srminal services. The trucking sarvices are procured
<hrough tie Military Traffic Management Comaand (NTNC), as
descrited in section E below. WNAVMTO has responsibility for
adninistering the airlif:t and <terainal contracts includirng,
tut nct limited to, the following areas:

10
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1. Develop a monthly cost base and annual mileage grid
tkzcughou*t the con+<ract year;

2. Initiate, authorize, and issue schedules, schedule
ctanges, exransion flights, cancella+iorns, and
delays;

3. Issue waivers for movement of explosives &nd c-her
dangerous ar+icles;

4, Negctiate cancellations with the airlif+t contractor
and determine whether mileage reduc+ior is agpro-
priate;

5. Procure alternate or  substitute transpcrtatiorn
service;

6. Perform all thases of administ-ation except +*hcse
reserved to tlke procurement offices;

7. Mcnitor and enforce other adainistrative fZuncticns of
“te centract; and

8. Perform a* least annual irspections .f the terminals
tc assure contractor compliance [Ref. 3].

In general, NAVETO is responsibls for insuring +hat the
QUICKTRANS system continues +o run smoothly 2nd is c-=2spen-
sive to the customer's needs.

D. AIRLIFT AND TERMINAL SERVICES

Cnly the terminal services and <the airlift services are
con*racted as comple+e systess. The +vucking services are
procured individually and several carriers are used. As
senticned above, the airlift contract is cucrently held by
Transamerica Airlines vhich has held the con*ract for many
years. 1The contract will continue thrcugh 30 Sertember 1983
unless sccner terminated by the government. The governmen<
may extend +the contract ir mcnthly increments for a maximum
cf three omcrths ¢ 31 December 1983, The con*ractcr is
required tc utilize L-100-30 aircraft (L-188c Electra

11
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aircraf+ may be substituted with the government’s pecni
sion) in performing the 2,056,061 statute milzs of ai

t1

transportaticn and approximately 3,600 directed landings pe

"

year {Ref. 3]. Directed landings are special landings made
at the gcvernment's request. Other landings can b: mad=a at
the ccntractor's convenience for refueling or cr-ew changes.
The terminals are listed ir Appendix A znd the map of the
routes ané the schedule is included in Appendix B.
The terminal services contractor (CFE) has the r:=

N

pensi-
kility fer lcading arnd unloading *he aircrafz, +rucks, and

ccntainers (Ref. 3]. The contracter also performs <=asks
such as transpor*ing the air «crew, delivering €ligh* bags,
tracking, tracirg and cthers which will be discussed later
in *he terminal contractor section. Ma<erial is delivered
to the “erminals by a wide assortmen“ >f common catriszs and
government vehicles from nearby military iastallaticus.

E. TRUCKING SERVICES

Trucking services feor QUICKTRANS are providad wunder
standing rcu*e crders. Standing rouze orders ar: issued by
MTMC touting offices to cover ncrmal repetitive mcvaments

{(twc cr mcre shipments per mon*h) c¢f specific i*ems Lketween
points in CCNUS by any mode of t-ansportz<icn (Ref. 2).
They eliminate =he need for repstitiv2 issuance cf routs
crders. They are periodically reviewzd and, if ccnditicns
change, they are rescinded or superceded. The s=tanding
route orders designats the mode of transporta+ion, the indi-
vidual carrier or carriers to be used, and any cther
necessary instructions fsr movement of +h2 freight.

Five separate +trucking services have been develcped
vhich are wused In ccnjunction with +he QUICKTRANS system.
I+ is nct desirable for the QUICKTRANS aircraft +to stcp at

every maicr Naval ac+ivi-s because of <their proximi+ o
J

12
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each cther cr an inadequate vclume of frsign*. Th
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tha system of <truckingy servizces has beer ad
a adjustsd to pick up and deliver material from activi<ies
Ei wvhich do not have a CUICKTRANS t:srmiznal on base.

f _ Tte Cedicated Truck systam utilizes common carctiers
, under individual starding rcute orders, and cpesrates te*weaen
CUICKTRANS “erminals and nearby installations. The purpcsa
cf -he dedicated truck system i3 o cac-ry £frsigh+ along aigh

il

“a volume routes as a fesadsr sys+em to and €-om QUICKTRANS

terminals. This systea does not go =0 many of the smaller

activities which do nct have a constant volume of saipaen*s

. moving. It services la-ger activitiss which need ragqular
5 service t¢ and from QUICKTRANS terminals. The dedicaxzed
trucks operate on a regular scheduls which is 1included in

Appendix C.

The Expansion Truck systam was designed <o handls cver-
flows in the QUICKTRANS systen, This is a dedicated truck
system as well but does not have a =coutine =chedul=.

Instead, i+ is initiated when nesded to handle overflous.
Wwhen too muck freight is tendered to <the QUICKTRANS “ergi-
nals for <*he regularly schz2duled £1lights, tzucks ars
u~ilized tc carry the extra fresight rather than contracting

for additional aircraft. The Expansion Truck system was

designed tc provide expedit=zd da2livery across country at a

rate cheaper than air freigh=+. Under <+his program the

carriezs prcvidae the trailer which +he government packs and

scals. The carrier +tenm hauls it across count:cy. Wher <the

+rucks arrive at the CUICKTRANS te-minals, they are unlcaded

and transhipped as necessary.

Anotlter trucking system which utilzes QUICKTRANS facili-
ties for receiving, consolidation and dis*ributicn of
shipmerts i& Connected Truck (CONTRUCK). CONTRUCK is a
systea which Jas designed +*o taka advantage of trucklcad

rates Lty ccnsolidating many smallar shipments of low

......................

.....................................................
--------
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criority material in%o one shipment and moving i+ frcm coast
+o ccast. I+t provides fcr local pickup and delivacy to
shippers and utilizes other servicas such as +the Ncrthzas<
Dedicated Truck Service (NDTS). CONTRUCK operates cn a
regular tasis, between Norfolk, Jacksonville, Norzth Island,
and Travis. The CONTRUCK route map is included in Apgendix
D.

The NLTS provides motor <+transportation service for Less
than Trucklcad (LTI) and Parcel Post shipmsnts acving
ketween Ncrfcik area shore support ac=ivitias and surfacs
ships and shore activitises in the Northeast area of the
Fastern seakocard. NLTS includes <thr2e Horth-Sou+h ron*es,
crigiratirg in Norfclk. The <routes are sarviced <we¢ or
three times weekly as shown in th2 rcute map in Aprendix E
[Ref. S].

Individual ccmmercial trucks (common carriers) ars used
in additicn *o these cther four *t-ucking systems as a feeder
+*0 QUICKIRANS. 1In scme cases the othar systems men=ionsd do
not serve an activity, or the *iming of -he sarvice does no*
match the =cequired CUICKTRANS £flight schedule. Then tha
local transportation officer will <2nde-’a shipment to a

comacn carrier.

F. METHOL OF STUDY

Chapter II is a detailed dsscrip=icn of how the system
is designed to operats. The instructions, manuals,
contracts and other published ma<esrial perzaining ¢»
CUICKIRANS are used to deteraine how the system should
oparate if everyone performs as <+*he Caferences sta+s. The
chapter wvwill describe the interfaces with the shippers, the
governnment agencies, and “he contractors. Chap“er III is a
descripticn cf the automation system used by QUICKIRANS to
k29p track of <the freight. It will 4include a de+ailed

14
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descrip-icn of how the material is prscessad through <+he

terminals and what informa*ion +ha informaticn systenm

provides. Chapter IV is a review of how the system actnally
operates as indicated by “he published statistics as well as
a physical review of the system by the author. The dszscrip-
tion will include a comparison of <the system design, as
described ir Chapters II and TIII, 2and what is actually
cccurring. Chapter V is an analysis of the loss and damage
wvhich cccurs in *he systenm. It will incluie a model which
is designed to ccmpare the loss and Jamage in QUICKTRANS to
that in a ccmparable syszena. Tha analysis will a*empt to
evaluate the gquantifiable and the non-quantifiable asgects
cf *hs alternatives. <Chapter VI prasents conclusicms on
wha+ shculd be done about the 1lecss and damage occuring in
the systen.
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IX. SYSIEN DESIGN

A. SHIPMENT ELIGIBIIITY

The CUICKTRANS systam is designed for high pricrity
iteas which see* the Unifcrm Military Movament and 1Issue
Friority System (UMMIPS) requirsmenzs for air shipmant.
Shipments +shich do not meet <the criteria mentioned in
NAVSUFINST 4630.22B ([Ref. 6] (veight exceeding 300 pounds,
cube exceeding 24 cutic f2et, and requisition dates over 90
days ¢1d) will be challenged by NAVMTO. When shipments are
challengeéd the shipger must fully Jjustify the need for
airlife. In additicn to the extrema2ly high p-iority ship-
sents generated from situations such as Casualty Raports
(CASREP'S), No+ Mission Capable Supply (NMCS) and Partial
Missicn Capabla Supply (PMCS), there are other charac%eris-
tics which will allcw a shipment to go in the QUICKTRANS
systes withcut being challanged [Ref. 6). These are:

1. Shipments of £0 1lbs or 1lass,

2. Shipments which will be connecting with a MAC fligh+
fcr expor=+,

3. Fleet Ballistic Missile Matasrial,

4., Pcreign Military Sales (PMS) shipments, and

S. Shipments that will move by QUICKTRANS truck cnly.

If tte shipper is concerned about a shipment being chal-
lenged by NAVMTO it can be prevalidated and th2 shipment
will no« be challenced. Certain shipments which require
special handling, a specific £light, courisr service, or
special rou+ing of <+he plane nmus< always b2 prevalidated.
Shipmerts which would not ordinarily be acceptakle for
comm@rcial air shipment are eligible for QUICKTRANS £lights.
For exasgle, there are many types of hazardous material

16
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vhich are considered too dangerous +o put on a commercial
flight and yet are missiorn essantial. This hazardcus
material sust be cleared by NAVMTO on a case-by-case lasis
and must te waived under Department of Transportaticn (DCT)
exeaption 7573, which permits the traasportation, by air,of
explcesives and other hazardcus materials deemed essential to
naticnal defense via Cepartment of Defense contract airlifz
services [Ref. 3].

B. WHO CAN USE CUICKIRANS

Althcugh QUICKTEANS was set up <*o service the high
density traffic areas near major Navy ins+tallations, cther
services and gcverrment agenciess are eligible ¢to  use
QUICKIRANS cn a reimbursable basis. Many offline activites
(0off-line meaning nct in the immediate area of the termi-
nals) find the QUICEKIRANS servicz to be ccst favoraltle when
compared to other methcds of shipment. QUICKTRANS will also
carry <scge materials for air shipment whick other air
carriers will not, wmaking it the only method available for
some cff-line customers. Cargo is sometimes carried on
CUICKTEANS which does not actually require air transpgerta-
tion. Tkis cccurs when space is available and the cargo
movement is considered cost effective. 1In this event NAVNMTO
will eclici%+ cargo frcm eligible shippers.

C. HCW 1T1C USE QUICKIEANS

One cf the advantages of QUICKTRANS is +he small amount
of documentation needed to pmove a shipment +*hrough the
systen. The two dccuments accaptable for entering the
QUICKTIRANS system are ¢the DD Form 1348-1, DOD Single Line
Item Felease/Receipt LCocument or the Transportaticr Control
Movement Doccument (ICMD), DD Form 1384, Both card and
printcut formats are acceptable. Government Bills cf Lading
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(GBL'S) and Commercial Bills cf Lading (CBL'S) are nsither
necessary ncr acceptatle. Billing is done by NAVMTO using
the Transprortation Account Code (TAC) on the mcvement docu-
sent scpplied by the shipper.

NAVSUF Instructicn 4610.37 series ([Ref. 1) is used by
the shipper for inforxation on how +¢o £ill cut +the documen-
tation. The Military Standard Transportation and Movement
Erocedures (MILSTAMP) Instruction 4500.32R contains many of
the ccdes and other informaticn necessary *o docuam=nt the
shipmen=, Special klocks are used when the shigpment has
unusual ctaracteristics. On those shipments which require
special handling, a DD Form 1387-2, Spscial Handling
Cata/Certificaticn must be utilized +o0 alert the QUICKTRANS

perscnnel.
If a courier is required, the shipmen* must first be
cleared witk NAVHTO. The shipper is also respcnsible for

assuring +*ha* the shipment is properly packad and labeled
for safe transportaticn, including any hazardous cer+ifica-
tions, special cauticn areas, and shipping informaticn.

Sktippers are enccuraged *o deliver material as far in
advance as possible. The “erminal agen+s are on hand during
all werking hours t¢ receive shipments if necessa:zy. The
consignee is roquired to pick up <he shipment a+ destination
and will usually be notified within thres hours of arrival.
The shirsent will be available for pickup withir “hree hours
after the flight, truck, or container arrives at <the
terminal, and high griority items will be ready withkinr %wc
hours. Special rulss relate to hazardous cargos, such as
explcsives, wvhich must be picked up immediately.

NAVMIC has <the facilities to <+trace shipments c¢n a
tventy-four hour basis. The tracing activity needs cnly the
full Trarspcrtation Ccntrol Nuamber (TCN) irnformatiorn and the
date shipped to receive current s<atus.

18

e e




------------------

D. SCHEDULES

The schedules for QUICKTRANS ars subject *o change wher
considered necessary Lty NAVMTO, as mentionsad in the intro-
ducticn, Hovevsr, routine scheduled flights, inclidsd ir
Appendix E, can normally be relied upon by <the shipper.
Between three and seven flights are flown weeckly betwzer the

A

&)
N
~

¥

:33 major Navy activities in CONUS. The airlift contract states
i;& that the sckedule reliability will be compuzesd monthly for
M each <+ype cf aircraf:. If “he r2liabilty is below 85
24 parcent, the centractor will lose antitlement in £fu“urs
28 years.

f;f The schedule reliability (Bef. 3] is derermined monthly
g ty ccuating the nusber of ccntractor-caused delays and
"# cancellaticns, applying these figuras to a specified penalty
33 value scale, sultracting the “otal penalty points £zom the
:;J number c¢f actual departures on scheduled flights and,
T' finally, cating the result as a percentage of the actual
A departures. Figure 2.1 is the ©penalty value scals used in
’Eﬁ detersining the value of each delay.-

iﬁ

1y

4 30 minutes 3 hrs tc 12 hrs %o over 24

L;j xQ bzs 12 bhis 24 hrs hrs

- 2 4 8 16

o -

e

é;i Pigure 2.1 Penalty Value Scale.

'i‘ Delays which are the responsibility of <the contractor

are w=msasured by an accelerating scale according <%c +he
\ length of tise involved in the delay. Delays on *urnaround
B flights resulting frem lack of aircraft due +o +the late
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)
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arrival cf the inbourd flight will not be rafi2c*ed in the
aonthkly rating.

Cancellations whkick are <the rasponsibility of +he
contractcr are meastred by a count of the stations from
vhich the ccntractor failed to depart on scheduled flights.
A penal+ty value cf eight (8) is applied to each station from

vhich a departure wvas not made.
Figure 2.2 is a hypothetical case which illustrates the

computaticn methcd.

AR

g i
Poisar

LLs o

&
-2:3}
n Actual derartuyres
32 on scgegufgd gﬁights (D) 390

Delays, 230 minutes .
¥t tc 3 tkcurse (d) S at 2 points =ach = 19
%2 Dela;s 3 hours
¢H +c 12 fours (¢) 4 at 4 points 2ach = 16
-3 Delaxs 12 hours )

tc 2 curs (£) 1 at 8 points each = 8
-2; Delays, cver 24 hcurs (9) 0 a= 16 points each = 0
“n
1f Cancellations (k) 1 a+ 8 points each = 8
- (C~-(d ¢+e ¢+ £+ h)) /D=
fﬁ; (390 - (10 + 16 + 8 ¢« 0 + 8)) / 390 =
‘;'a i€ / 390 = .892 x 100 = 89.2%
% Pigure 2.2 Saaple Computation of Schedule Reliability.
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B. OVERAGES, SHORTAGES AND DANAGED (OSD) SHIPMENTS

TWLX,

1. liakbilixy

The contractcrs have limited liabilizy for 1lecss or
damage in ths QUICKIRANS systenm. Unlike commercial air
carriers which carry private insurance to cover all ship-

pers, the contractcr does not n=32d to carrty private
insurance because tley carry only governmen+ material and
the governzent does not require i+, If *he governmen+
required the contractcr to pay for all loss and damage the
contractcr would obtain private insurance *o cover thz2 cost.
The govarnmert policy is “o be a self insure- and not *c pay
for private insurance from any carriers. If the ccntractor
should te required to carry private insurance then the
government would have to pay fo- it <through increased
contrac*: cost.

The government ra2lieves the contractor of liability
for lcss and damage [BRef. 4] to any or all governament cargo,
except if such 1loss or damage results from *“he use of
untrainsd personnel, unau*thcrized equipment operatecrs,
nagligence c¢r abuse <¢f governaent cargo on the part of the
contractcr's cargo handlars, pilferage of jovernment cargo
while in the possessicn of the contractor, and *+he willful
misccnduct cf any of <the ccntractor's managerial personnel.
Receipt of shipments ty the contractor, without excep+icn,
is prima facie eviderce that <*he shipment was received in
good ccndition and in acccrdance with +he irformation
contained in the shigpmert document. When a consignee files
a claim with NAVHNTO and the claim is fcund to be due %¢ on2
of these excepticns, <the claim can be paid by check or set
aside frcm the contract amount.

Irstead of specifying dollar liability, the
contract states that the contractor nmust give "optimum care
and attenticn® to all shipments. More specifically, the

«
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%f contract requires daily floer checks of on-hand cargo
&3 against documents tc make sure that <here is no astray
'_ freigkt. Procedures are spacified for what <+o do +when
5; patsrial is received without documents, material is received
;{ short, or extra paterial is received.

hh, When shipments are receivad, or when found within

the QUICKIRANS system but are improperly prepared fcr skip-

‘$§ meént, the agent will prepare a Report of Damaged or Improger
§F$ Shipasent (DD Fora 6€) reporting the discrepancy. When
ﬁﬁ possitkle, a picture cr drawing should be ircluded with the
e fora. The original is forwarded tc NAVMTO and a cory is
b held a“+ the reporting activity.
& -
o 2. Izacking System
oo Tte Navy supplies the software for z tracking systenm
3-_: cf all CUICKTRANS shipments. In additicn to shipment
Q{ : reporting and tracing this system provides da+ta required for
¥4 sovenment ccntrol, dccument processing, cargo receiviag and
- palletizing, aircraft 1lcad planning and wmanifesting, and
;ﬁ sanageaant reports. The terminal contractor is resgoansitle
‘:5 for assuring that the shipments are prcperly entered ugen
LS recaigpt.
" When material is noted short the <erminal ccntrac+or
ﬁﬁ enters tte shortage in ths compu“er and “he item will appear
jf: on the daily OSD report for ten working days. This gives
—— all perscrnel involved the time to search for and loca*e <he
g material. 1If all the tracing is complate, the ten days Lave
lapsed, and the material has not been located, a repor: is
forvarded to NAVNMTO. This repor*+ includes the rnames of all
contacts alcng the way. If the material is 1ocated within
N 10 days and the material missed the correct destinaticn due
*ﬁ to the fault of the ccntractor, such as overfligh+*s due to
QS ' the con+tractor failing to unlcad, the contractor is respcn-
.2 sible for rectifying the problem. If the problem was due %o
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contractcr error, the shipment will be moved at the coaplete
discreticn of the government and the contractcr may be
reguired to bear the cost of shipaent. The contractoer is
alloved to make an offer of alternative shipament methods but
final detersination is made by NAVNTO.

%hen shipments are noted to be damaged, but not
excessively, the ccrtractor is required to <take whatever
steps are possible <%0 miniaize further damage during ship-
sent. If damage is considered excessive, NAVMTO would be
contacted for guidance.

F. TIRNINAL CONTRACICR

The prisary duty cf the <terminal ccntractor (Ref. 3] is
to stage freight, load and unload planes and trucks, and %o
keep track cf the freight ir tha systesm. The <terainal
contractcr also provides ramp services including: parkirng,
dispatching, clocking, clearirg ramps and cabins, Auxilliary
Pover Units (APU's) and enqiné air starts (commercial fields
only), fire guards, fresh water, wing walkers, loadirng,
tiedcun ard unloading of ballast in the aircrafs.

1. Erocedures

Terminal agents are required to be cn cali or avail-
able to receive shipsents during all scheduled hours. All
shipsents received are checked against shipping documants %o
assure that appropriate consignee nmarkings including TCN,
Fiece nusber, consignee address, arnd other appropriate
labels are on each shipment. 1If any of the necessary infor-
sation is missing, the contractor is required to affix it ¢o
the package. If tags are used, the contractor is raespon-
sible fcr assuring they will not come off during the
loading, unloading, or transportation. The material in
transit aust be stored in a safe and proper manner.

23
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a. BReceiving Procedures

Upon receipt of QUICKTRANS shipments, the
material is checked against documenzation, weighed and
signed fcr. The document is then re<urned =o “hLe shipper.
If there are any protlems with the shipment, they should be
noted at this time fcr correction. The lot labels are made
up frem the docusentatiorn and attached *¢ the material. The
use of the documentation fcr determining appropria+e labels
is stressed to the ccntractor because of ¢the strong possi-
bility of extraneous marking on the boxss. The lct label
includes the origin terminal code, date received, the last 7

igits of the TCN and the number of pieces. A ccpy of all
shipping documents is required to be kept by the contractor
vhere the saterial is received.

t. Falletization

After tlke shipments hava been r-eceived, the
contractor is responsible for palletizing.then in a manne:
vhich ccnfcrms to the minimum of 80 percent syszem 1lcad
factor. The veight and cube of each pallet is au“oma“ically
computed and cospared with pre-established standards for
each size of pallet to verify 1load fac+tocrs. All TP1 ship-
men~s are lcaded pricr to any lower priority shipoment. The
priority 4is determired by the labels on the shipment
containers. To the maximum extent possible, each pallet
should ccntain shipserts for only one terminal, and shipment
units should not be split between more than one palle=. If
i+ is necessary =0 put freight for mora +han one destina*ion
on one pallet 4+ should not contain more ¢than tvo destina-
tions and should be packed in a vay that minimizes remaking
cf the pallet. If it is necessary to split shipaments <hey
vill have separate dccumention. Pallet buildup occurs in a
flace vwiere all cargo is rTeadily observable for maximum
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utilizaticn. When totally 1loaded the whole palle+ is
covered ir polyethelene and netted, weighed, and <he weignz
noted cn th2 Pallet Tally Sheet (PTS). ’

2. Jpeleasipg Shirments

Wter the material arrives at destination the
contractcr notifies the consignee by telephone and arranges
pick up. Upon notification c¢£ availability for pick up the
contractcr nctes the name of <+he person callsd, date, and
time cn the Celivery Manifest Report (DMR). When +h2 ship-
sent is picked up the date and time of pickup and the
signature of the perscn making the pick-up is puz or the DMR
for future reference. All incoming shipments are checked
against the manifest when offloadad and will not b2 released
withcut dccusentatior.

3. Air Iorcs Bases

At scme cf the Air Force Bases which are nct €ully
serviced ty the “erminal contractor the Air Force perscniael
perfora loading and unloading, which *he contractor cocrdi-
nates in addition to doing all documentation functiors. At
those rases the Air Fcrce personnel will load, unload, zepo-
siticn, <segrega*e and palletize amaterial. The tersinal
contractcr still retains responsibility and p-ocesses all
docusentaticn.

4. Gccabined LOGAIR and QUICKIRANS

The Air Porce Logistic Airlift (LOGAIR) systenm is
another air freight system which is contracted by MAC. I+
is managed by the Air Pcrce and utilizes soms of <*he same
aerial ports as QUICKTRANS. There are certain routes waich
ucilize tcth LOGAIR and QUICKTRANS for the npovement of the
freight. In those cases where the freight moves through
toth systems the processing is slightly different. On the

25
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ccmbined rcutes the ccntractor maintains conformance tc <he

~

N LOGAIR requirements., Air Force freigh+t which is manifz=s<ted :

+0 QUICKTRANS terminals does no* require documertaticon 1f it :

is to be cffload=d a2+ <+*he destination QUICKTRANS teraminal.

If tke stipment 4is *o be transhipped at the destina%ion :

QUICKTIRANS “erminal, a manual TCMD will be prepared and che .

shipment will move as regular QUICKTRANS material, '
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III. AUTOMATION SYSTEHN

, A. QUICKTRANS INFOSYSTEN

;Ej Tke gcvernment firnishes an automatzd management infor-
o mation system, the QUICKTRANS Infosys<em, fcr- contractor use
Qxﬁ with the QUICKTRANS system. The contractor may uss *ha*
%f system or furnish its own. If the con*rac=or uses its cwn
: system, i+ must keep +the governmernt up <o date cn all
- changes, and the government has unlimited rights <o all data
%ﬁ associated with *he rrogram. In ordsr to maintair conirol
E;E of “he system, in case the contractor should be reglaced for
:? some reascn, the gcvernment is supplied a complete system
A descrip+ion including such items as input/ou:tpu: forma“s,
i&f systes data flow and cther general spescificaticns. The
;ﬁ : contractcr supplies all the computer <eguipment “0 run *he
;{' software, Not all of the truck tsrminals ar= equipped wiz

Ehf . *he ccmruter sys*em; therefore, different procedures must b2
N utilized at those points.

:’: E. CBABACTEBISTICS

;f% The Infcsystem is capabtle of continuous online, real
fﬁ‘ +time creratioms. As each item is 1loadzd on a pallet i+ is
1:? recorded cn the Pallet Tallly Shes+ (PTS). When the PTS is

— complete each pallet 1is designated by a number (the Pallet
‘51 Designatcr Number or EDN) and a Pallet Load Repor*+ (PLR) is
: input. Cnce the PDN is assigned “he pallet is processed in
" the syster as a chipment unit [Ref. 3]. The PDN, as shown
| in Pigure 3.1, 1identifies the pallet and contains infcrma-

-%ﬁ ' tion cn the buildup cf the pallet which may later be useful.
%Q All sta+ions are «cagpable of accessing thair cargo c¢n hand,
ty destiration, for <the purpose of performing warehouse

27




DOV 3230152

‘iﬁ DOV: Euilding Terminal

i? 323: Julian Date built

0 01: Ssquence number by date buili

S P: Type pallet

;Sﬁ 2: ralle* position

x5

b,

-~ Figure 3.1 Pallet Designator Number.

;3} checks at any time. As the cargo moves through the systenm
Ef iz is added to or deleted from the2 applicable cargo on hand
ﬁ& at all arrlicable stationms. As 2ach pallet flows *hrcugh
'&: the syster, i+ 1is weighed as it comes off each £flight and

;%: differences in the weigh* will cause the originating station

to be notified.

1m¢ Flight lcad Reports (FLR), which are made up from PDN's
;f and assigned to the £flights, ara used for loading the

‘;ﬁ airplane as well as accounting for all palls* movement from
$f' staticn *c staticn or mode to mode. Aircraft departures are
o reported cn Flight Departure reports which in turn initiate
E%i the Pallet Manifest Summaries (PMS). The PMS is a listing
jbj of cargo, ty pallet, which is to be offloaded at a station
Za including ccapartment, PDN and TCN. If there ace any ovar-
. ages, shortages, or cther discrepancies, <“hey will be ingut
?; to tke Infcsystem at this time. If an ovesrage is noted that

'ff was nct previously ncted, the inputting station must include

N approgriate informaticn. The QUICKTRANS terminal listing in
o Appendix 2 lists all the terminals and shows *hat *hirtzen
;éi cf *he “went*y-nine have communications terminals.

o
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C. INFOEMATION CATEGCRIES

It is possible, bty u+ilizing the INFOSYSTEM, <tc ex*ract

the fcllcwing refports or categories (and others no+ included

in this 1list) of infcreation:

1.
2.
3.
4.
5.
6.

7.

CCH - Cargo or HRand at each terminal.

PCN Pallet Cesignrator Number.

UIC - Unit Identification Code.

TCN - Transportation Control Number.

FSE Flight Status Record.

TIR =+ Truck Icad Report- Cargo 1loadel abocard tihe

truck reported by TCN.

FFE - Plight Pollowing Report- the PFlight Fcllewing

Repor+t is a summary cf the tramsactions pertainirg to

ecach flight. I+ 4includes a+ 1least the fclleowing

«~ypes of information:

a) Tctal cnload and cffload by station.

b) Tte ac*ual time for flight poirt to pcint.

¢c) Ahead cr behind time point to point.

d) Terminal delays at each station, if any.

e) Delay codes at each station, if ary.

f) Delay *ime in hours and minutes at each station,
if any.

g) Reasons for delays, if any.

MSR - Mcrning Status Report- The Morning S+a*us

Report

ccnsists of fcur parts. Part one covers all ternsi-

rating flights flown during the previous 24 hcurs and

ccrtains +*the £light designator, time flight termi-

nated, terminating terminal, total flight delay/ahead

of schedule tire, individual terminals and delays (in

hcurs and minutes), and delay reason. Part two

ccvers current fligh*ts including £flight dasignazter,

ETA/ETD, current position, +total flight delay/ahecad

29
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cf schedule time. Part three covars terminazing
trucks includirg tzuck number, <ims truck <erminated,
terminating terminal, and =otal truck delay/ahcad of
sckedule. Part four covers current trucks including
the truck numter, ETA/ETD, and terminal codes.

The system also puts out periodic reports including a
Daily Over, Short and Damage (0SD) raport which shows all
cverages frcm the previcus 24 hours and all shertages for
the previcus ten days, and all discrepancies during tae past
24 hcurs.

D. HNCHE-CCMEUTERIZED TERMINALS

The procedures at some of the <truck terminals differ
slightly Ltecause all the truck “erminals are not part of the
Infosysten. If the destination terminal is not pa=-t of the
syszenm, then a Delivery Manifest Report (DMR) must be
requested and sent with the <«ruck. When the “-uck arrives
at a ccpeunicating station the Shipment Input Repor: (SIR)
will ke input. Because of the inability of some stations to
input ttke SIR in¢tc <the systenm, *+he cargo on-hand or
in-transit will not te accurate until the truck is processed

% an input-capable destinaticn.
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IV. QPERAIIONS REVIEN

The purprose of this chapter is <to review the overall
system and +o compare the actual performance of the cecn+rac-
+ors to tte system design.

A. CVBBRALL FERFCRMANCE

A study was ccnducted in 1981 by “he Logiszics
Managem2nt Institute (LMI) to determine if QUICKTRANS was
cparating efficiently or if changses should be made in the
systes [Bef. 7]. Tte study pointed out tha* QUICKTRANS is
primarily airlift-oriented with trucks‘ being used when they
wera considered more efficiert. According %o the study, 81
percent cf all shipmerts, and 75 percent of the total toms
shipped vere air shipments. In the study, QUICKTRANS was
compared tc three otter alternativas using a combinaticn of
connmercial setheds of shipment. The firsf alternative was
to send all TP1 and TP2 normal air shipments by commercial
air and tke rest by ccmmercial %truck. The second alterna-
tive was to put all TP1 normal air shipments on ccmmercial
air, and all others c¢n commercial trucks. The third was to
put all TE1 and TP2 ncrmal air shipments on commercial air,
TP1 and TP2 oversized and special handling shipments on
organic air, retain TP1 and TP2 dedicated trucks, aad pu+
all cthers cn commercial truck. Comparison of these alterna-
tives to the QUICKTIKANS system led LMI to the follcwing
conclusicns:

1. The COUOICKTRANS system is afficiently of2rated.
Aircraf+- load factors are n2arly 90 percent and “ozal
<ransit miles exceed direct transit miles ty 6nly
eigh* percent.
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2. The average number of ¢transship operations per ship-
ment is lcw ~-- 70% for air shipment and 30% fecr truck
cnly shipments.

3. Tte alternatives were either not cost effective or
did not meet the UMMIPS time frames.

This study did not address the issues of loss and damage
but was favcrable from an overall viewpoint. No c<her
studies ¢f this sort are available for raview.

VoS T_ R R . T A S

B. TCETAIIED ACTUAL CEERATIONS

In crder teo review the actual operation o€ the
QUICKTRANS system this author visitad ¢the <“erminals at
Travis, San Diego, Pensacola, Jacksonville, Charlestcn, and

ottt SR L. A 0 0 b S EERAVY 0

Norfclk. The review was conducted from 13-19 December 1982. i
Operations at each of the terminals were obsarved and ques-
tions asked of the managers and <+he workers. It was not 3

considered necessary to visit all <+th2 terminals in crder to

determine if the system is teing implemented as it was
designed. If instances of deviation from the designed
system vwere dJdetected at more <than one activity +the samrle
was ccnsidered indica*ive of the system as a whole.

1. Cverview

The system does not always functior as i+ 1is
described in the procedures sec+tion. The system is rather
loosely run with resgect to the way the ma%terial and paper-
work are dropped off at the QUICKTRANS terminals and
processed afterwards. There are w@many cases when the
material has amixed government-contractor accountability
vhich would not lend itself to establishing responsibility
for any c¢amage tha* may occur. Deviation from the sta*us
quo wculd require many changes in the receiving procedures
at the terminals resulting in addi-ional costs and ¢inme.
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2. Fsceiving

Acccrding t¢ the tarminal services contract, whzn 2
skipment is recsived i+t is supposed to be checked agains+
the documentation, weighed and signed fo:. When “he check
is cosplete the document is returned to the shipper. This
procedure, if strictly followed, clearly delireates custcedy
and respcnsibili+y for “he material. In many cases wha<«
actually cccurs is +ha+t a truck will arrive with a large
load, drcp off the paperwork and the material, and complete
delivery wi+th a signature on the <*rucking bill, but nct on
the TCMD/1348-1, Tte trucking bill will oftsn be <he docu-
sentaticn fcr a combination of shipments, none of which ars
clearly defined on the bill. Bach one of <the shipments
would bhave its own dccumentation but they would be consoli-
dated into one truckirng bill. The trucking bill will cf<en
ke nc more specific than "3 boxes" or "2 pallets", withcu<+
ary reference to shiprment rumbers. The delivery is not
checked i*ez by item and the TCMD/1348-1 is not signed until
the terminal personnel take tﬁe time to process +*he freight
which may not occur un+il it is being processed fcr the
fligkt.

Wher freight arrives at the *terminal the cent-ac*or
is reguired to notify the consignee. In many cases this
dces no+ occur, instead “he material is transhipped with cne
cf the many trucking services mentioned. Notification also
does no* cccur at some of the terminals where there are high
volume custcmers whc make regular deliveries and pick-ups
without nctification.

Wher terminal perscnnel begin to process the
delivery <they will wuse the documentation to make up all
labels and verify that all pieces have arrived. At this

point hovever, if a riece is missing the responsibility for
loss is nct clearly defined.
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When shipments enter the QUICKTRANS system <the agrcss
weights are required to be verified against the documenta-
<ion. This verification is necassary to make sutre that
future wveights are accurate enocugh to raveal ary shor+=ages.
The weights are no+ verified upon raceipt as required by :he
contract. Because the weights are not verified, i< reduces
the likelihcod that a shortage would be discovered p-icr to
delivery at destinaticn. The TCN weight from the documenta-
+ion is used in determining the weights of %*he full pallets
and scme discrepancies could be detected by ccmparing <he
constructed weight tc the actual weight c¢f the paller. In
cther wcrds, it would be possible to trace some leosses by
adding all the weights the shippers have assigned to thei:c
documentaticn together to determine the constructed weigh<+
¢f the pallet. If the weights of tha individual shipments
were verified, this constructed weigh+, vhen added tc the
veight cf +hke pallet and strapping, would be an accurate
weight fcr +he complete pallet. Any differences between <he
actual weight and the constructed weight at any further
point during shipment would be an indication ¢f a missing
fiece cf freight. Ey not verifying the weights upcn en+ry
to the =system, the ability +*o determine missing items in
this fashicn is reduced or lost.

3. Erocessirg

If freight 3is damaged so badly that <the ccntainer
cannct te repaired fcr further shipping the contractor is
suppcsed to notify NAVMTO for guidance. In actuali“y NAVMTO
is never nctified bu+%, in most cases, the origin shipper is
notified and proper arrangements are made. Some c£ the
terminals have very good wcrking rela*ions with the 1local
activities, making this an expedisnt proceduce. Continued
acceptance of these lccal procedures could 1l:ad to NAVMTC's
irabili+y tc enforce this provision of the contract, =should
it teccme desiratle ir the future.
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Eﬁ Wten freight is processed by the contractcrs and the
;S? labels are noted 1lcst or missing, ir some <casss the
At contractcr returns the freight to <the shipper +to affix
% labels. The ccntractor should be performing <his service
é} according tc the contract. Centractor performance of %his
33 service wculd tend to reduce *the shipping time necessacy by
o elimirating the extra wait foer the shipper +*o laktel <he
R material.
hﬁf Tte pallists are no* weighad as they come <cff each
g& flight as stated in the contract. This check, if perfcrmed,
‘ could alsc telp to identify lcsses occuring in *he systenm.,
!
'_1 C. CCHPAFISON OF DESIGHNED TO ACTUAL OPERATIONS
Sﬁ The ccntractcr is performing most of the procedures as
e outlined in +the ccntract. Once +the freight has been
Eﬁ received and input, the Infosystem has been utilized very
?ﬂ effectively to keep track of the freight. It is possible to
yf’ track tke freight on a twenty £our hour basis ¢through the
r use c¢cf the Infcsysten. The contractor personnel understand
{5 and utilize the checks and balances built into the system
- for lcca+ing missing freight. When material is noted shcr+
2% after it is entered into the system, the contractor follows
.\: the prescrited method cf tracing the freight, and if unsuc-
isi cessful, ro+ifies NAVMTO as requiresd.
;;5 The only po<%entially serious shortcoming in the groce-
~ dures, as implemented by the contractor, 1is the methcd of
- processing the freight prior to its en*tering, and after it
§S leoaves, +the QUICKTRANS systenm. Once <+he freighkt has beern
,i; input to the Infosystem it is readily tracked and respcensi-
2 kility estatlished. tut not until then. Accountability fer
31{ . freight not actually in the system would be extremely diffi-
'Si cult to estaklish.
¥
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V. ANALYSIS

A. OCEJECIIVES

There are two obZectives *o the analysis, The firs+ is
t0o deternine whether cr not the 1loss cr damage vwhich cccurs
in the QUICKTRANS system is excessive. The sz3cond objective
is t0o determine the test amethod for minimizing or compen-
sating fcr the loss c¢r damage which does occur. The ms+hod
choser fcr cbtaining the second objective should@ not reduce
the current level of service which the cus+tcmers havs ccme
to expect with regard to tissliness and ease cf use.

B. AMLTEENATIIVES

Tke criterion for selecting the best alterrative will be
paximum effectiveness at a fixed cost. A review of the
cbjectives has led tc¢ the fcllowing possible alternatives *c¢
be cczpared:

1. Maintain the status quo. If the analysis revsals
that the loss and damage which occurs in th2 sysztem
is nct excessive and nc further steps are necessary
t¢ ccentrol or reduce i+, «his would be *he selected
2alternative.

2. Change the ccntracts +to allcw +the government the
right to claim reisbursement for all 1loss and or
dasage which cccurs in +he QUICKTRANS sys+ten. As
merticned in the introduction, i+ will be necessary
tc take into account for this alternative +he cost of
insurance which <*“he ccn*ractor would be required to
ok+ain. The cost of insurance would be a legitimate
increase in tlke contract rate.
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,23 3. Change the ccntract tco allow for compemsaticn on
j§4 extracrdirary cost items. The method <£for adainis-
' ] teéring this alternative would determine whether or
g% nct addi+ional costs wculd be ZIncurred by +the govarn-
?‘ ment, In cases cf negligence and othear faul:s of <he
x' ccnt-actor, a claims procedure already exis*s in the
) current con*ract ©0 <require compensatiorn from the
jﬁ ccztractor.
2% 4. Set up an incentive-reduction method in tha ccntract
5% wtereby paymerts to the contractor are reduced rased
v cn lcss and damage. As mentioned above, the ability
1§ already exists ir the curirent contract <o Treecover
:ﬁ payments from the cecntractor in cases of negligence
‘ or cther faults of the contractor, as mepn*ioned irn
= Chapter II.
is S. Tighten upr <*+he proceduras to minimize possitle loss
N or dasages to cargo.
o
C. EFFECTIVENESS
;; The first objective is to detarmine whether cr not the
R loss cr damage which cccurs in the system is excessive. The
Ry only reperting system ccmmon to all forms of gcevernment
R ransportaticn is the Discrepancy in Shipment Repor+ing
3% (DISREE) systen. Since QUICKTRANS is essentially an air
fj freight *transpor+aticn system it should be compared to cther
& air freight systeas tc determine whether or not the loss or
QE damage vhich occurs is excessive. It could be compared to
§§ cther goverrment systems such as LOGAIR or MAC but comner-
:# cial air is selected as a tetter basis for compariscn since
3 the ccatractor is a commercial carcier. Commercial air
?E carriers could be considered a possible alternative to
T QUICKTRANS as well.

i
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In crder to rake the ccmparison the followirg infcr-
saticn was requested from the Military Traffic Management
Command (MTKC) trcken down for commercial air and
QUICKTRANS:
1. Tc*al number and weigh* of DOD shipmen*s.
2. Total numbter and weight '0of DOD shipments for which a
lcss, damage cr shortag2 was rapor:ed.
3. Total dollar value of any loss, damage or shertage
regorted.
zom this infcrmation [(Ref. 8], and <he infcrmazion
contained in other MIMC reports, it is possible to dezermine
the percertage of shirments which are lcst or damaged withirn
each system by shiprent and by weight, and <he es<imated
cost to the governament, The other sta+istics needed were
already —reported by MTMC on a gquarterly basis in <the
Military Traffic Management Ccmmand's World Wide Traffic
Managemant Statistics published each quarter based cn infor-
mation taken from DISKEPs and GBLs. (Ref. 9].

2. LISRERS

The fc-mal method fcr reporting shipment discrepan-
cies in T[OL is through the use of Discrepancy 3in Shigment
Reports (CISREP), SF 361. The specifics of when they are
required to be used and who must use them are contained in
the DISREE sanual [Bef. 10]. For the most part, all COD
activities are regquired to report short, damaged or astray
freight valued a+t fifty dollars or more. There are numerous
variations and exceptions tkut, for the purposes cf zthis
study, tlte general rule will suffice. When “hese ccniitionms
are me~, a DISREP is required to be submit<ed. Howavsar,
there is a lack of incentive for many activities +c fila2 a
CISREBEF if <+they feoel that reimburssment 3is not 1liksly.
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Because +*he QUICKTRANS system is operzted by govarnm=sn<*
contraczcrs there is no reiambursement <o shippers cr consig-
nees for lJost or damaged material. Ano<her rcCeason
activities would want +o file DISREPS is to identify a
shoztage and clear it from their records, or at 1leas:t to
establish that it was not the faultr of their activity. The
higher ttke value of the shipment, or the mors sensitive, the
mors it is expected that activities would want to identify
the discrepancy.

Rence, despite the fact “hat a DISREP would be
required for almost any damage or loss in the QUICKTRANS
systee, it is pcssible that auch goes unreported.
Therefore, when using the DISREP data as a source 3£ the
loss which cccurs in the QUICKTRANS system i+t shculd be
noted that, the lower the dollar value or the sensitivi+ty of
the loss, the less likely it is that it will be ceported.

C. CCST ANALYSIS

The cost to be used in +the analysis is the total dcllar
value c¢f lcss and damage which is reported in the CISREES.
If the reported loss is less on QUICKTRANS than it is orn
coamercial air this will be an indicator that no change to
the systes may be necessary. If +he difference 1is very
small, or if more loss is reported on QUICKTRANS, then steps
should be taken %o increase contractor care.

Cne cf the alternatives called for the use c¢f private
insurance by the contractor. PBecause of the size of the air
transpcrtaticn syster it is not possible to obtain an accu-
rate assessment of vhat the insurance would cost.
Inforsaticn on what cther air carriers pay for insurance
would not necessarily ke an accurate indicaticn of the rates
vhich wculd apply to QUICKTRANS. t would be necessary to
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ke akle tc <ake bids from various large insucance ccampaniss
after they have a chance to review the systen.

E. QUANTIFIABLE PFACICRS

The data for Talkle I was derived from the MTMC World
Wide Traffic Management Statistics [Ref. 9] “aken froam GELs
and CISREFs, and a special report done for this study, by
MTMC [Bef. 8]. The statistics 1listed were selected from
these sources to compare “he QUICKTRANS system to commercial
air.

As can te seen in Table II, +ti.e number, and configura-
tion cf shipments has changed over the three years reccrded.
The numkter of DISREPS recorded for commercial air has
remained fairly stable over this time period while thecse for
CQUICKTRAKS have risen from 4 in 1980 to 264 in 1982. Scme
¢cf ttke rise in DISREPs could be attributed to increased
shipments, and some *0 increased reporting. As men+iored
previcusly there has been some difficulty in gettiang all
discrepzncies reported £for QUICKTRANS, and the increased
emphasis ¢n repcrting could be part of the reason for the
big jump frcm 1980 toc 1981. 1In order <o effactively ccmpare
the two systems it is necessary to compensate for <he lacger
volume ané ton-miles of shipments on QUICKTRANS. This is
done in Table II.

The first coamparison in Table II shows <“ha% on ccmmer-
cial air ¢the percentage of shipmentis short or damaged has
decreased cver <the last three years while QUICKTRANS has
ircreased slightly. However, in 1981 and 1982 the
percentace cf discrerant shipments r=2ported on commercial
air was alacst double that cf QUICKTRANS. The averags shcer+
or dasage cost (line 2) does not exhibit a conclusivs trend
for ccamercial air «c¢r QUICKTRANS but i+ does show that thz
cost fcr commercial air has remained higher. The average
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~ TABLE I
K ALL DEPAFTMENT OF DEFENSE SHIPMENTS
{
¥ CATEGCEY EY 1980 FY 1981 PY 1982
o0 COMMEECIAL AIR
k. Numbe
ct Shipments 160,940 176, 730 209,998
0 Weight (tcns)
e cf shipmerts 10,123 9,645 10,5€3
o
o ton-miles 15,479,963 14,477,473 15,886,520
) Number
o of DISREES 271 216 253
o Weight (lts
o o LT I 14,158 15,042 16,136
]
s Total cost
g of gISREES 27¢,003 430,979 393,619
8 *)
-'.'
3 QUICKIRANS
Nnnbei
. ¢f shipments - 400, 485 428,131
X Weight (tens
e 3t diipdents 54,312 56,550 56,509
R ton-miles 56,151,176 54,592,852 55,143,120
5(3 Numaber
‘B of DISREES 4 218 264
o neight élhs)
< of DISREES 135 26,368 19,352
Total cost
o of(g}SREES 3627 434,695 584, 196
3: cost ¢f an OSD shipzent (line 3) has risen steadily ecn
. CUICKTRANS to over $2,200 per shipment while commercial air
o
:: has varied and was $£1,500 in 1982. As men+tioned earlier,
Cd
{: the higker the value cf a discrepancy the more likely It is
§: : to be regcrted. This may have had the effect of irnflating
y
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TABLE 1I
SELECTED COMPUTATIONS

SATEGCRY EY 1380 EY 1981 PY 1982
commar 8UICK ceamer 8UICK C¢mmer 8UICK
Alp IRANS  Alr IRANS Air IRANS

1. % cf shigp-

ments shert

cr dasaced .168 r/a <122 054 .120 .061

Z. 3vg shert

¢z darage_ccst

($) fcrall

shipserts 1.68 n/a 2.44 1.09 1.87 1.36

3, avg cost

¢f shért cr

damaged (%)

shiprerts 996 907 1,994 1,995 1,555 2,213

4, avg cest

cf darage

ston-nile <0174 - .0297 3079 .0368 .0106

5. av kip-

Een* 3e§ghg

{lbs) 125.80 nya 109.2 282.40 100.60 264.00

6. standard

insurance

Eagable at

«50/1b 62.90 n/a 54.60 141.20 5S0.30 132.00

7. avg less

SoviEuite  (9um 97% 93 97%)  (9u%

(o] d

gnsurance 933 n/a 4,935 *,BSL {,506 5,086

8. avg_los

for aal ship—

sents (%) 1.58 n/a 2.37 1. 01 1.81 1. 28

Note: Insurance amounts for QUICKTRANS are assuming the same
covarage affcrded ccemercial shipments.

the average cost of a discrepancy, especially on QUICKTRANS.
The average cost per ton-mile (line 4) indicates <that
QUICKIRANS has incurred 1less than one third the damage
incurred ty commercial air on this basis,

The ccrmercial air carriers have a fairly s+“andard rate

they will pay for shipment loss and damage wkich was usecd in
conmpleting Table IX. If a shipment is over 100 pounds they
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will pay $0.50/pcund. As shown in line 5 of Takle II the
average shipment weight in bo*h systsms is over 100 1lbs so
the $0.50/1b rate was used as a standard ra*e fcr compar-
ison. Extra insurance can also be purchased and i« will te
discussed after the standard insurance.

The standard insctrance payable (line 6) was compu+=d by
using tLke average shipient weights from 1line S5 ard +the
$0.50/1b standard insurance. A comparison of <+he arcunt
payable with standard insurance (line 6) and the average
ccst ¢f an OSD shipment (line 3), shows that *he standard
insurance wculd ke iradequate to cover the average losses.
Tc amplify this point line 7 shows th2 average 1loss to the
government with *he standard insurance in both dcllars and
as a percentage cf tctal loss. Line 8, which was computed
by multiplying 1line 2 by the percentage loss 3in line 7,
shows the effect this insurarce would have over all ship-
ments, as ccmpared tc line 2 without insurance coverage.

There are two other types of insurance ccmmoniy aveil-
able frcm commercial air freight carriers. These are
decldred value insurance and lump sum insurance. Declared
value requires +*ha shipper to show that the OSD was the
fault of the carrier ard may require prcof of +he value of
the shipmen+. Lump sum, or full value, insurance is paid
regardless of fault and proof of value is not normally
required. The declared value insurance is less expensive
than lump sum if the carrier cffers both. The rates cn bcth
vary frcs $0.25 to $0.50 per $100 dollars in value of the
shipped commodity. The amount which insurance c¢f +his
nature wculd cost for the whcle QUICKTRANS system cannct be
detersined without getting an insurance company's estimate
but the range abcve should te representative.

If insurance 1is %o be feasible it would have to cover
the CSD which occurs without costing more *han it saves.
Line 2 of Table II shcws the cost of 0SD which occurs if it
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were spread over all shipments. Assuming the £full ccverage
wculd Le desireqd, insurance would be purchased for all
items, and using the fiqure in line 2 for 1982, +*Le insur-
ance cculd nct cost mcre than $1.36 per shipment. Using <the
$0.25 tc $0.50 range, the insurance would be feasible if the
average shigment is valued under $272.00 for the $0.50,/3100
rate cr $544,00 for +he 0.25/3100 rate. If <the average
shipment value was mcre than these figures thke insurance
would cost more than $1.36 per shipment and would nct be
econcmically effective. If the cost of insurance, or the
gverage lcss were to change, it would also change the feasi-
kility cf insurarce.

P. NCHN-CUANTIFIABLE FACTORS

In orxder to minirize +the loss which occurs it may be
pcssiktle to tighten up +he procedures for processing the
freight, 1leaving less opportunity for loss. This alterna-
tiva would require shippers to spend mors time cn scme
shipserts anrd wculd rake it more difficult to getr scme ship-
ments out in the same time framss. I+t would resul+ in
tetter tracking of shipmeats and should reduce unidentifi-
able lcsses.

While nc non-negligence claims are filed against <he
contractcr, there is 1little need for the contractor to be
very careful abcut the condition of <the frasigkt which is
received frcm *he shigpers. If tha contractor is pu+t in a
situaticn of more accountability for the condition of the
freight which is shipped it may be assumed +hat <+he
contractcr would be more demanding on the requirements to
the shippers. This could serve to ra2duce <+he flexibility
vhich tle shippers ctrrently enjoy.

4y




The guestion of incentive to the contrac=or is ancther
factcr which cannot e quantified. Under the currert sycszem
the ccntractor is not penalized for lost or damaged freight.
The crly incentive under *he <current system is professional
pride and assuring the ability to compete fcr future
contracts, If the insurance alternative is chosen the
claime wculd be paid by the irsurance ccmpany and the cost
c¢f insurance borne by the governmant thrcugh increased
contract cost. Again there is no monetary incen*ive tc the
contractcr o minimize loss ard cdamags. Only *he prcspect
cf reduced earnings rrovides a direct moretary incentive to
the ccntractor.

Because ¢f +*he nature cf the systeam, <the cost of the
tem teing shipped, and whether or not the government is
reimtursed is not alvays the most iaportart factcr. In scame
cases the shipment can be much more important operationally
than the dcllar value would indicate. The nature ¢f a2 high
priority system is dealing wi<h shipments that are¢ needed
vary quickly ragardless of the dcllar value. If the ship-
men: dces nct arrive as intended, the effects cculd be much
more costly than the value cf the part.

G. DISCUSSION OF ALTERNATIVES

The first alterrative suggests maintaining *hs status
quo. This alternative was to be selected as the preferred
alterpa+ive if the: loss and damage which occurs on the
system is nct considered excessive and no further s+eps were
necessary . tc ccntrcel it. It has been shovn <that the
reported loss and damage problem on QUICKTRANS is less “han
that cn ccmmercial air. It has aot been shown whether or
not the 1loss and damage which c¢ccurs is excessive, cr i€
further reasures are necesesary. The cther alternatives,
wvhich are expected ¢tc reduce the 2ffect of 1lcss and damage
on the systel,'should be reviewed for feasibility.
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. Alterrative two suggested that the contract Lte changed
s to allow the government the right to claim reimbursemen+ for
S all lcss and damage which cccurs on QUICKTRANS. Takle IX
éé; , showed the benefits to the government if the QUICKTRANS
3;§ systes had the same insurance covarage the goverrnment “ypi-

cally receives when shipping on commercial air. The ¢atkle
ot shows that the propcrtion c¢f loss which «c¢culd be reccvered
j%ﬁf is very small and would not be cost effective for +he
.f: governmesn*, More ccmprehensive insurance coverage, which
g the current government policy prohibits wusing, was 1also
L compared <%c show <tte possible benefits. The ccmparison
jgﬁ showed tikat if the average shipment is valued under $544.00

o this irsurance ocould be cost effective to the gcvernmert.
_ Since tke average repor*ed lcss on QUICKTRANS in 1982 was
o $2,2132 this may indicate *that the average shipment is valued
R at more than $544.00. 1If the average shipment value was
' less than $S44.00 and insurance was to bs used, +th=2 cost cf
the insurance would te borne by <he govsernment and the

;?f; contractcr weuld incur no additional cost if freight was
3%3 damaged or lost. The use of insurance would nct prcvi@e
) incentive fcr the ccntracter tc reduce loss and damage in
K tha systen.
E;i Alternative three requires contractor compernsation for
:;: loss and damage on ex*traordinary cost iteams. This alterra-
NN tive wculd require sgecial procedures for differentiating
the extraordinary cost items in crder to assure compensation
) if lcet c¢r damaged. Singling out these items would allow
Eg for betzer <control cf +them and would give <+he contractor

ey sore incentive to aveid 1loss and damage, but would do
nothing tc provide mcre incentive for the routine shipments.
Because cf the unclear accountability upon entry tc the

!
;5 system, which wvas mentioned above, special processing weculd
p )‘ . .
SO te required for +his freight. Signature Service is already
" available on QUICKTRANS and would clearly establish fault in
o
2
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post cases c¢f 1lcss and damaga. Because this al+ternativas
does not deal with all freight in the system it will nct be
considered as a viable alternative for the syszen. It is a
procedure which could reduce overall cost of loss and damage
to be used in ccnjunction with ocne of the ctter

alternatives,
The incentive-reduction method was suggested in alterna-
tive four. An incentive-reduction plan would =nc* reqguire

the ccn*tractor tc ottain insurance and would therefore not
result in increased direct cost to ths government. A reduc-
tion in ¢te incentive rayments mads to the centractcr could
ke based cn actual lcss or on a randcm sampling of shipments
to determine a percentage lost or damaged. The advantage of
these mettods is that they would give th2 contractor direct
incentive tc reduce 1loss and damage in order to assure the
incertive rayments are not reduced. The disadvantages to
this incentive-reduction method wouid be higher <ccsts and
less expedient processing becausa +he contractor would
undouttedly insist on better accouatability for the freight.
I+ vas menticned in the beginning of the operations review
tha+ the ressponsibility for the freight is unclear because
the freigh+ was not always checked and signed for ugpon
receipt, If this prccedure was enforced by the government
¢r *he ccntractor, it would increase the processing time and
probatly the contractcr cost.

Alternative five suggests another way to reduce the lcss
and damage through tightening up the procedures as defined

in +the ccnirace. This alternative would have the same
disadvantages as alternative four, namely, increacsed
processing time and increased costs. In addition it would

require +*he government to monitor procedures to assure the
contracter was complying with the contract. The advantage
would be increased accountabili+y and control of f£freight
soving thzoqgh the system, and the resultan+t reductien in
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:’w, loss and damage. This alterna+ive would not —require any
S

: charge t¢c -he contract since the provisions already exist,
f" but it may require renegotiation because the procedurzs have
Cal
e not teen previously enforced. Therefore, because cf the
&y ircreased ccst and difficulty in enforcing this alternative,
% .

2 i+« should nct be considered further.
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: . VI. CONCLUSION

i;i ) The CQUICKTRANS =system is reasonably 2ffective lased on
. the <*+he computerized material control and *he way it is
’ designed tc be isplementad. In other words the systsm , as
Eig designed, is complete, with no major loopholes in the proca-
4; dures as sritten. The forma+ and schedules were designed

from the Lottom up to be convenient for the DOD shippzrs,
and the dccumentation is simple and straightforward.

ég However some of +he proccedures which the contractor performs
o are nct in strict ccspliance with tha ccntract as pcinted
e cut in the cperations review. Some of these inconsistancies
n have <the pctential for beccming sericus problems on the
e systes shculd the ccntractor become 1less interes<ed in
pe performing the job ccrrectly.

A. RECCHBENDATIONS

In studying the possitle alternatives, the lack of
complete 1l1lcss and damage information makes an accurate
recosmendation difficult. I+t is recommended that s+ers be
taken to ersure all lcss and damage is reported in order %o

e

b

;if more accurately assess the prcbleas in the future. The data
g used is ccnsidered adequate for the purposes of this study
f- tut further refinement would require more accurats inforama-
,§ tion.

f?ﬂ Based cn the available data shown in Table II, the
;E CUICKTRAKS system does not incur as much loss and damage as
;J *he ccmmercial air system. Therefore, any changes in the
.3 cverall system would not te considered necessary. Scme

[ 5

items which move in the (QUICKTRANS system are valuable
enough, or strategically important enough, to warrant

v e
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A
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different procsdures. A different method should be imple-
mented for *his type of shipment through the use of signa-

R ture security or sipmilar procedures. Shipments lost or
ﬁiﬁ damaged using this method should resul:t in a reducticn in
‘;ﬁs ' the incertive paid tc the ccntractor, as discussed in alter-
N native fcur, rather than by processing claims as discussed
ﬁﬂj in alterrative tvwo. Reduction of the incentive payments to
iﬁk the contractors would not ke considered an expense tc the

con~rac* which could be used to Justify increased rates.
The signature security, or similar procedures, would clearly

3o§ identify the respronsitility and show non-performance of the

3%{ contract. Utilizing these procedures for everything in the

\:ﬁ system vwculd require unnecessary additional worklcad and

f; additional cest to tie government, and should not be imple-

:%} mented at this time.

xi: Tte ¢amage statistics should continue to be refined and

g, 1. compared to assure tlke system does nct begin to deteriorate.
' If the lcss and damace in the system ever exceeds the amount

‘gg - in the ccamercial air system or some other standard “hen

Faﬂ peasures shculd be taken to increase the overall financial

jfﬁ responsibility of <the carrier ¢through tha use of reduced

i_q incentive payments. The use of reduced incentiva payments

fga is selected by the author as +he best method fcr mirimizing

Y “he ispact cn the goverament. Other methods may coapensate

T the government financially but do not provide as much direct
_ incentive to the contractor to reduce the loss and damage on

g&¥ the systen. The financial cost may also be minimal ccmpared

Yy to the effect of aiseing freight on operatiors.
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ARRENDIX A
CUICKTRANS TERMINALS

DESTINATICN

LOCATICN COMMUNICATION

JDENIJEIEES TERMINAL LOCATION

EOS Boston, MA

RCO X Bewport, RI (NETC)

WRI Wrightstown, NJ (McGuire AF3)
PHL Philadelphia, PA (Naval Shpyd)
ENE Philadslphia, PA (FPorms Ctr)
Dov X Dover, DE (Dover AFB)

o of | Washington, D.C. (NAVSTA)

NHK Patuxent River, MD (NATC)

NGD X Norfolk, VA (NAVLIRSTA)'
IND X Weir Cook Airport, IN

NKT Cherry Point, NC (MCAS)

CHS X Charleston, SC (AFB)

KBY Kings Bay, GA (SUBASE)

NIP X Jacksonvilla, FL (NAVAIRSTA)
cor X‘ Cape Kennedy, FL (AFB)

| [0) ¢ X Key West, FL (NAVAIRSTA)
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DESTINATICN

LOCATICH COMMUNICATION

IDENIIEIERS IERMNINAL LOCATION '
NPA X Fensacola, FL (NAVAIRSTA) -
NZY X San Diego, CA (NAVAIRSTA) ;
NTD NAS Point Magu (NCBC) K
NGZ Oakland, CA (NSC)

NLC Lemoore, CA (NAVAIRSTA)

suuU X Travis AFB, CA

1GB X : Lorng Beach, CA (NSC)

CH X Taccma, WA (McChord AFB)

PWT Breserton, WA (NSC, Pugent S4)

NOW Whidbey Island,WA (NAVAIRSTA)

INH Indianhead, MD (NAVORDSTA) K
CAG Dahlgren, VA (NAVWEAPSTA)

GCR New London, CT (SUBASE) l
Source: ref 3
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ADPENDIX B

QUYICKTRANS BAP AND SCHEDULES

=
(ewt) WHNIOBEY

BREMEATON J veciorD ¢ Q
(TC0M)

e e S aBriheARR i g ol Al v o e
B e T

PRSNwY

PP

g BOSTON(80S)
! nsi1ON TRUCK Seg,, HILADELPHIA 1% NEWPORT (¥CO)
R et e SHINGTON "\ Jf MCGUIRE 8 (WRX)
oot o, (180) INDIANHEAD (Y ooven o @ wov) :
v { SUT) ", INDIANAPOLIS (MHK)PATUXENT
TRAVIS & O e, GAHLGREN s
N (M) et DY NORFOLK(NGU) 4
mcay ¢ LEMOORE e, ) : 1
GAXLAND - R R .
(LGS)LONG BEAC 7 ’ngm" - ~ CHERRY POINT (NKT)
(1) POINT MUGY QM CHARLESTON @ (CHS)
-
R / L
N DIEGO : v, !
il =4 aeea) l / !
PENSACOLA W KINGS BAY (KBY) )
N\ JACKSONVILLE O (NIP) ]
1N §
O3 MACDILL ¥ Y\ | PATRICK O (COF)
CERTA
o SCHEDULED FLIGHTS
povir QT TERMINALS KEY WEST (o]
—dw ' WEEKLY FAEQUENCY
. MAC AERIAL PORTS
o LOGAIR/QT POINTS
mme  TRUCK ROUTES
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"REAC CCWN'
------------- L100
2zz2 232
SUN  TUE
&  THU
BED  ERI
ORIG  ORIG
0845 0320
115 €S540
1235 0710
145C €925
TEFM TERN

QUICKTIRANS FLIGHT SCHEDULE

1400
1500
213¢C
2245
0045
TERM

ALL TIMES ZUOLU

1740
1840

0100
0215
0415
TERM

*READ UP*
AIRCRAFT--=====L100~-=-=====c--=--
IRIE 142 134 634
TERMINAL MON  SAT  SUN
TUZ  S5UN MOV
IH/FR WED  THU
DOV TERM TERN
0630 0715
NGU 0535 0620
0420 0505
CHS 0250 0335
0150 0235
NIP 0045 TERM 0130
2330 2359 ORIG
CHS 2250
2150
NGU 2005
1850
NPA 2210
2110
IND 1540
1540
NZY 1535 1005
1420 0850
Suu 1230 0701
ORIG ORIG
TCcH
SUU
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3 ‘ APEENDIX C
34 DEDICATED TRUCK SCHEDULE A
~f

-=---all times local----

55N 737 735 733 731 725 72B  72A 721 Trip Identity
) MON FsSR MON MON MON WEL WED MON  OPER

% thr thr thr TO/TH mu/TH Terminal
oA FRI SU-TH FRI PRI  FRI FRI  DAYS

I 27 40*' S4* 54+ 4O 40*  35¢ 35¢ Size of Truck
2% ORIG CRIG ORIG ORIG

“g 0600 0930 0830 0500 L McCherd AFE
e 1130 0800 1A

a2 TERM TERM L Whidby Isl
v 0730 1100 A

X TERM TERM L Bremerton

I ORIG ORIG A

ol 0430 18C0 L San Diego

& 21¢0 A

) 226¢ L Long Beach
B ORIG a

o 1600 L NSC Cakland
3 ORIG 18(CC 08¢CC A

o 0730 TEE TEFN L Travis AFB

_if L El1 Tere

o 0700 A

. 0800 L Llong Beach
] 1000 A

‘55 1100 L Poin% Megu
:? 130 A Port

vf? TERM L Huenene

. 1130 A

fa TERM L Llemocre

N 55
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N
A
) SCHEDULE B
¢ --=~all “imes local---
b
Eﬁ Trip Identity 722 726 732 734 736 738
< CEER MON MON MON MON MON  MON
o Termipal thru <hru thru thru thru <hru
o LAYS PRI PRI FRI FRI FRI PRI
Et size cf Truck 35*  40'  S4*  54*  40*  27°
- TEFM TERM
£ McChord AFB A 18C0 1700
- L 1500
= Whidbgy Is1 A  ORIG
E: L 1530
NS Bremertcn A ORIG
- L TERM TERM
&; San Diegc A 0300 2230
o L 2400
%@ long Eeach A 2300
E L 1400 TERM
G ¥SC Caklard A 1200 0830
L 1000 0700 TERM
! Travis AFE A ORIG ORIG 1900
- L 2000
o El Tcro A 1930
L 1630
Y long Eeach A 1730
s L 1530
) Foint Magu A 1430
= Fort L 1400
- Hueneme A ORIG
2 L 1500
3% lemocre A ORIG
]
W 56




SN A

-~

L

ARRENRDIX D
CONTRUCK HAP

TRAVIS
[ ] S————— ) eam—— ) \
L] NORFOLK

— Me - T
L AL s

———— = NORFOLK — TRAVIS
Ay Tew

NORFOLK — SAN DIEGO
Nung TR

— o ——JAGKSONVILLE = SAN OIEG0 — TRAVIS
L )

cosceces NORFOLK = CNARLESTON — JACKSONVA.LE
[
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¢ APRENDIX E
NORTHEAST DEDICATED TRUCK SERVICE

U
Sy BRUINSWICK

e ‘w= = ROUTE #1 PORTSMOUTH
33 esseese ROUTE #2
ROUTE #3

BILLERICA
SOUTH WEYMOUTH

B80STON

DAVISVILLE

£ PR LIS

<> O
-]
NEWPORT
NEW LONDON/GROTON

PHILADELPHIA
CHESTER o~

%
% BALTIMORE
o’

AN
O

ty

NORFOLK
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